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Preface
This research paper started as a very personal effort. As a career acquisition officer, I've worked with the entire range of program managers from the truly outstanding to the barely functional. I began this research as a way to investigate this phenomenon in pursuit of an answer that would explain why some program managers (specifically USAF system program directors) are perceived to be very good leaders while others are not. I wondered whether a common set of leadership competencies could be attributed to the system program directors that are perceived to be very good leaders.
Along the way, I discovered that I was not the first person to ask this question. In fact, I discovered the question has been asked previously by a variety of researchers and institutions. Thus, I shifted my focus to look for consistent themes in the previous research in hopes of defining a set of acquisition leadership competencies that should be expected of all system program directors. I hope this paper makes a strong statement that these acquisition leadership competencies do exist and provides a baseline for future research efforts as well as USAF policy.
My search for an answer would not have been possible without the guidance of my advisor, Lt Col Tom Gaylord, who was a great resource and a willing participant in several lengthy discussions about where this research effort was headed. To him, I can merely say thank you.
v Another heartfelt thank you goes to the staff of the Air University Library. They truly are the backbone of an exceptional resource for students. They deserve much more credit than they get.
vi AU/ACSC/02-063/2002-04
Abstract
This paper is about leadership in the USAF acquisition community and within the USAF program offices designated with the responsibility of "acquiring quality products that satisfy user needs with measurable improvements to mission accomplishment and operational support, in a timely manner, and at a fair and reasonable price." 1 The paper concludes there are four acquisition leadership competencies that should be required of system program directors in addition to the education, training, and experience standards established by DAWIA and directed by DODD 5000.52-M.. The four acquisition leadership competencies are as follows:
1. the ability to develop and articulate a vision for the program, 2. interpersonal communications skills that build trust and institutional commitment both within the program team and with other organizations, 3. the ability to build a team of subordinates, both tapping all their potential for current efforts and developing them into the next generation of leaders, 4. the willingness to assert all authority necessary; and to perform the job energetically and with a sense of urgency.
These competencies should be considered the minimum required set of acquisition leadership competencies an individual must have demonstrated to be considered for the position of system program director 
A Call for Leadership
While the Air Force has produced some truly outstanding leaders, they appear to have emerged serendipitously rather than from deliberate development.
-Lt Col Nancy Weaver, USAF This paper is about leadership. It is about the leadership that some researchers suggest the USAF needs and the leadership that other researchers assert the USAF doesn't have. Most important, this paper is about identifying leadership competencies that should be embedded into the culture of the USAF in support of the efforts to transform the Service into the 21 st century force envisioned in America's Air Force Vision 2020.
More specifically, this paper is about leadership in the USAF acquisition community, within the USAF program offices designated with the responsibility of "acquiring quality products that satisfy user needs with measurable improvements to mission accomplishment and operational support, in a timely manner, and at a fair and reasonable 
An Introduction of Terms
While this paper is intended for a specific audience-the USAF acquisition community-it is important to provide a common set of terminology for all potential readers' understanding. Two basic terms are important.
First, the term USAF acquisition community is used in this paper to refer to the personnel who work in system program offices and execute acquisition programs for system program directors. This definition intentionally excludes personnel who work for the Assistant Secretary of the Air Force (Acquisition), the Headquarters Air Force
Materiel Command, and other acquisition-related headquarters and staff functions. They are not included because the focus of the research is on the leadership required to conduct a "funded effort, directed by Headquarters USAF, to provide a new or improved material capability in response to a validated need." 3 Specifically, the focus is on the leadership of a system program office.
Second, the term system program director is intended to mean "the program manager vested with full authority, responsibility, and resources to execute an approved acquisition program on behalf of the Air Force." 4 This definition was chosen to focus the research on the senior leader responsible for an acquisition program. Although the leadership competencies identified in this paper should be taught to and developed in the other program managers who work for the system program director, they should not be absolute requirements until a person is considered for the position of system program director.
Leadership As a Research Topic
What a daunting task it is to begin a research effort on the subject of leadership. The source material is overwhelming. A general, electronic databases search on the topic of leadership and leadership development produced a list of well over 1000 books, magazine articles, and professional journal citations published within just the past few years. In addition, despite the fact that fundamental research on the subject of leadership seems to be generally characterized into a few broad subject areas, the results of these research efforts often seem to be widely divergent. Also, it seems like countless consultants, retired corporate executives, and retired senior military officers have all written their own books extolling their personal leadership philosophy. Here again, the different products can be widely divergent. Each author has his or her own terminology and way of explaining something. Yet common themes do appear.
This paper concludes that in the specific case of the USAF acquisition community, the research is not as divergent as it might initially appear. In fact, despite different contextual elements, research methodologies, audiences and objectives, four different research efforts reached essentially the same findings.
Examples of Current Leadership Research Efforts
As the previous part of this chapter suggests, leadership is a widely researched and Two points about these initial ideas are relevant to the current research. First, the DAL initiative is attempting to identify a set of competencies for aerospace leaders that includes an attempt to define leadership. 9 This is important, because it implies the USAF does not currently have a service-preferred definition of what it means to be a leader.
While the current research is focused on leadership in the acquisition community, perhaps it will contribute to the effort DAL is attempting to complete. 
Development of USAF Leadership Doctrine
The USAF Doctrine Center is currently in the process of developing Air Force Doctrine Document (AFDD) 1-3. 14 The present research considered this activity and discussed the doctrine development with a representative of the Air Force Doctrine
Center. As of the writing of this paper, the development of AFDD 1-3 remains an internal activity within the Doctrine Center's doctrine development and review process; AFDD 1-3 will be published no early than 2003. 15 The discussion with the Doctrine Center indicates they hope to provide guidance to the USAF that includes a definition what a leader is and an explanation of what leaders do. 16 One hopes it provides sufficient understanding to help all airmen, regardless of rank, lead the USAF in the 21st century.
Leadership Research In the Civilian Community
Research, writing, and consulting on the topic of leadership is big business in the civilian community. 
The Official Policy Answer
Does the acquisition community want leaders? This is an interesting question because, although numerous authors suggest it does, regulations and guidance appear to be saying something different. Perhaps the problem is an incorrect presumption within the defense acquisition corps that experience as a manager equates to leadership.
A Review of the Acquisition Regulations
The DOD acquisition system is governed by the 5000-series documents. These are:
(1) DOD D 5000. A review of all of these sources found many references to management skills but absolutely no reference to leadership or leadership competencies. For example, DODD 5000.1 states as its purpose to "provide mandatory policies and procedures for the management of acquisition programs" 1 In addition, the same document says "it is essential that the program manager have…requisite management skills and experience." 2 The title program manager itself emphasizes management, not leadership. Indeed, the word leadership does not even appear in the text of the DOD documents at all.
To be fair, the purpose of the documents are to define processes for managing acquisition programs in accordance with federal statutes; however, it seems incredible that there is no official recognition of the need for leadership in any major acquisition policy or regulation.
The Defense Acquisition Workforce Improvement Act
Some of the emphasis on management as opposed to leadership referred to previously might be related to the implementation of the Defense Workforce Improvement Act (DAWIA shows that recent research suggests this large community needs leadership in addition to the professional development offered by DAWIA.
The DOD implementation of DAWIA included the creation of DOD 5000.52, which provides specific education, training, and work experience requirements for each acquisition career field. The DOD Regulation does not, however, address any leadership competency requirements. The lack of leadership requirements was highlighted by Major
Edward Brolin who wrote of the DAWIA requirements, "It is mandatory to be a good manager in the acquisition field; having good leadership skills is nice, but only desired. " The requirement to grow future leaders is one of the consistent themes identified in the next chapter. The next chapter reviews three different approaches to defining leadership competencies in the USAF acquisition community. The chapter also reviews the work of a recent USAF researcher who was attempting to define the state of leadership in the USAF in general and to recommend corrective courses of action to respond to the situation as perceived.
Notes
Chapter 3 The two most critical factors found in Major Delano's research were well-defined system requirements (an acquisition critical success factor) and program manager skills (a resource critical success factor). The first factor is really an input into the acquisition process. The second, however, is very important to the current research because it supports this paper's basic presumption that the system program director (and the competencies that he or she does or does not have) are the most important element in the success of an acquisition program.
Consistent Themes in the Research
Working with the previous ideas of Price & Valentine, 24 as well as Abrahamsan, 25 Major Delano noted that "first and foremost, the program manager must realize that success lies in how effectively he or she leads, motivates, and supports the people assigned to the program office." 26 Delano defined the program manager skills needed to accomplish this challenging task in a discussion in his paper. He did not provide a specific list of skills or competencies. The following list is the product of the current research, organizing Delano's words into a list format: 
National Defense Fellow-Lt Col Weaver
In 2001, Lt Col Nancy Weaver, a National Defense Fellow, wrote a paper titled "Developing Aerospace Leaders for the Twenty-First Century." 29 The point of her paper was to explore the "advantages to adopting emerging leadership philosophies into the Air Force culture…[because] leadership doctrine, leadership development programs, and the human resource management system must be aligned to support these changes in leadership philosophy and practice. This is critical in order to build Air Force leaders with a clearly recognizable set of competencies and attitudes that thrive throughout an entire career regardless of a particular career path or assigned location." 30 Lt Col
Weaver's paper covered three primary topic areas. They were: (1) While Lt Col Weaver's research did not explicitly define the previous ideas as leadership competencies, the present research presumes to do so. Thus, the leadership competencies that could be derived from an understanding of the work of Lt Col Weaver are as follows.
1. the ability to develop vision, 2. the ability to tap their subordinate's potential, 3. the ability to build trust and institutional commitment, and 4. the ability to develop the next generation of leaders.
Lt Col Weaver did not provide additional definitions or information as to the interpretation of the four competencies delineated above, because she was not trying to provide a final, specific answer for the USAF. 34 Rather, she recommended the USAF define the purpose of leadership, from which doctrine could be defined and behavior matched to it. In addition, she recommended the concepts of transformational leadership, advocated by Burns and subsequent research, provide the basis for the USAF's leadership definitions and doctrine.
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Consistent Themes in the Research
The four leadership research efforts outlined in the previous part of this chapter represent a wide variety of academic scholarship. They were conducted at different time periods and in different contextual settings. In addition, each of the research efforts was approached from the slightly different personal perspective and motivation of its respective author. Despite these differences, the findings and conclusions made by the previous researchers are strikingly similar. The following part of the chapter examines the similarities in findings and makes a case for the consistency of central themes.
Analysis of the Four Previous Research Efforts
The four research efforts summarized previously were written in three distinctly The ability to build a team of subordinates, both tapping all their potential for current efforts and developing them into the next generation of leaders. 
Figure 3 Acquisition Leadership Competency #3
The third acquisition leadership competency is the ability to build a team of subordinates, both tapping all their potential for current efforts and developing them into the next generation of leaders ( fig. 3 ). This acquisition leadership competency is derived from four ideas identified in previous research. In 1989, the DSMC study found that successful program managers "identify specific interests, motivations, strengths, and weaknesses of others." 42 
Acquisition Leadership Competency #4
The willingness to assert all authority necessary; and to perform the job energetically and with a sense of urgency 
Figure 4 Acquisition Leadership Competency #4
The fourth acquisition leadership competency is the willingness to assert all authority necessary; and to perform the job energetically and with a sense of urgency ( fig. 4 ). This acquisition leadership competency is derived from two ideas identified in previous research. In 1989, the DSMC study found that successful program managers "react to problems energetically and with a sense of urgency." 45 In 1999, Major Delano stated "the program manager must take the authority needed to perform the job." 
Conclusion and Recommendations for Additional Research
All's well that ends well -William Shakespeare
Conclusion
The current research, explained in the preceding chapters, examined the question of leadership in the USAF acquisition community. It considered the scope of other research on related subjects as well as current internal USAF efforts to define leadership. The current research then identified four previous research efforts that examined the issue of leadership in the USAF, three of them specifically focused on the acquisition community.
Finally, the paper asserts the findings of each of the previous research efforts include common themes.
These common themes should be considered required acquisition leadership competencies the USAF commits to developing in future acquisition leaders-our program managers at all levels who strive to become our system program directors.
Acceptance of this conclusion acknowledges the DAWIA standards for program managers are necessary conditions to be satisfied, but they are not entirely sufficient.
Experience, education, and training by themselves are not the complete measure of the potential to succeed as a program manager. To be considered a system program director candidate, potential personnel should also be evaluated on their demonstrated skill and ability in the following four required acquisition leadership competencies:
1. the ability to develop and articulate a vision for the program, 2. interpersonal communications skills that build trust and institutional commitment both within the program team and with other organizations, 3. the ability to build a team of subordinates both tapping all their potential for current efforts and developing them into the next generation of leaders, 4. the willingness to assert all authority necessary; and to perform the job energetically and with a sense of urgency
These required acquisition leadership competencies should be considered the minimum desired set of competencies an individual must have in order to be considered for the position of system program director. They should be used in addition to the education, training, and experience criteria that are outlined in DAWIA and directed by DODD 5000.52-M.
These acquisition leadership competencies are also potentially applicable to all USAF leaders. They should be considered by the DAL Support Office and the USAF Doctrine Center as a baseline for further development of USAF policy as well as leadership expectations.
Recommendations for Further Research
At least one additional question should be considered relative to the current research.
The question is: "Is the USAF currently selecting personnel who meet the proposed acquisition leadership competency requirements?" All the previous research suggests these competencies have been a consistent theme in the acquisition community for many years. Perhaps this consistency implies the current senior leaders in the acquisition community are already selecting personnel for the position of system program director institutionalize the competencies into the leadership development programs for the acquisition community.
An interesting research effort would be to conduct 360-degree feedback assessments on each of the current system program directors in the USAF to evaluate how well they demonstrate the four acquisition leadership competencies. The findings of the survey might also be compared to professional assessments (annual officer performance reports) completed on these officers by the Air Force Materiel Command or the Assistant
Secretary of the Air Force (Acquisition).
